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Preface

: 'Deeasingally ;nﬂvicé evaluators Vaf educational pradue::ts do not recognize
ﬂié full ‘acnp_é _@fr their jobs and n;asr be haéfii to say "n.wéll, there isﬁ't
- much té do bggagsé we won't ha%ré a préduét prototype Vrea.,dy féz: some time."
"fi‘;e b:ief dial@gué that follows attempts to illust:até that there are a few

things an evaluator can do before he sees a product--perhaps even too much,
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PRE-PRODUCT EVALUATION:

WHAT TO DO WHILE WAITING FOR THE PRODUCT

Hi, Al, how are you doing on your new evaluation job? Do you like
it?

Yeh; it's really fun. The developers I work with are really nice
people and my job is very easy so far. They won't even have a
product to test for the next six months so right now I'm spending
most of my time helping with development, Occasionally I get a
little bored, but all in all it's pretty interesting and I'il start some
evaluation work in a few months,

That's strange because my first six months here were among my
busiest. '

Why, what did you find to do?

Well, there was a lot of preparation work and then plansing to do. I
was alsa prcsvidmg a 1at of inf@rmatmn to the devEIGpéz‘s and also, -

But how could you do any evaluations without a Lprgg_uct‘?

Oh, there are several things that may need to be evaluated before
you start looking at the actual product.  For example, you often
need to look at the evidence that a strong need exists for the product
that helps to justify its development. And sometimes you evaluate
the adequaey nf the gcals bemg develgped fnr the praduct fou

*he product as 1t. avcslves_

I have been collecting some information for the developers to help
them write a needs statement and did comment on some of their
gcal statements that seemed a bit idealistic and vague But that

In my case I found it fmportant not only to help the developers col- .

lect information about their goals and the need for the product, but

also to'sctiially conduct an’ evaluation study of both the need claims
 being made for the system and the worthwhileness of the goals. . In

one case I used a lot of outside consultant help in reviewing the goals
and objectives statements, but both- times. submitted a formal memo
to the developers and had some meetings to discuss the results, .
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Didn't the developers feel you were just going over old ground? After
all, the funding agency bought the needs and goals when they doled out
the money.

Somewhat, but I explained that their work was probably going to be
subjected to this kind of review later and that I felt it was my

‘responsibility to give them a foretaste of that and help them revise

their work now when it was probably easiest. I want them to turn
out the best possible product, and they may not be able to do that if
they don't develop a product that has defensible goals and meets
some impcrtant educatm Jal needs To a large extent, the fundmg

staff take a look at hczw g:}stly and Succassful the develapment effart
is likely to be.

Well, I suppose you could point out that the product would be more .
expensive if it required costly media or skilled trainers, but it
sounds as though you are almost being a manager.

Not really, just providing feedback and helping the developers chart
the progress of their work. Although some evaluators 1 know have
helped evaluate the actual management of the product development
effort. -

Why would they bother to do that?

Well, administrators sometimes want additional information on how
well the work is.being managed. An evaluation of management '

‘activities might give some useful information on whether the work

is meeting deadlines, what activities are slowing down progress, and
where the work is really staying on target. For example, you

"might list all report and product deadlines and indicate what work is

not on schedule or keep a log of how much time is spent on budgeting -
or editing - maybe the crew needs to hire a budg&t ‘manager or
techmcal wrlter :

So you just sort of provide data to program managers to help keep

things going in the right direction and as efficiently as possible, huh?

Right. Aside from that kind of evaluation, I spent much of my time
evaluating and providing information to developers, program manage-
ment, and interested FPI‘SGES in the field on produet spemﬁcaticn&

You mean you evaluated the des-:riptmn of the product that appeared

. in the funding contract? That doesn't seem to make any sense to
. me - why waste ycmr time doing that?

.
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No, I reviewed and had others review the specifications for the
product as they were created and revised by the developers. This
gave the developers continual feedback for revising and shaping the
product. . Eva Baker, in the Second Handbook of Research on
Ieachingl has a good chapter on product develépment. She talks
about the initial stages of it as involving the specification of instruc-
tional outcomes, the identification of skills required to get to those
outcomes and then the designing of strategies for teaching the skills.
The product specifications include descriptions of the responses
desired, content specifications, performance standards and group -
performance levels wanted, and so on. These specifications help the
developers delimit the attributes of the intended product and promote
efficient instruction while sometimes providing a basis for evaluating
the product later. : oo

Well how did you actually evaluate the specifications?

They were reviewed with respect to how feasible and realistic they
were in terms of past developmental efforts elsewhere S:ld relevant
evidence in the research literature.

But I didn't thml{ there was much, if any, research that wculd tell
you how best to develop a product.

That's true. Many writers discuss what they think development
should look like and, although there's not much research, it's help-
ful to be aware of the approaches they suggest. Sometimes a funding
agency will prefer a particular style of development and even use it
as @ criterion in evaluating the product. :

Well, hi)w"diiﬂyéu,feview the product descriptiéns and development
style? .

I was concerned with ‘whether I, or anyone, would be able to évaluste
the product later on and give the developers good measurement infor-

_ mation on how close they were coming to meeting their objectives.
Of course, I didn't actually do all of the rcviewing myself, the

developers and I chose some content experts, potential users, and
people who had developed similar products in the past, to help us.

~ I was just respc’ms:.ble for initiating it and seeing that it got done.

1 guess 'I dén‘i: know much about how you'd evaluate _needs and goals

and product specifications. Besides, the developers I work with
don't use objectives and specifications very much. - They have a
much more intuitive, free-wheeling style of development,
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wnrk dawn to a spemfm gmduct outlme, a.nd yc:u, could proﬂﬂe feed-
back on how closely it matches past promises and future hopes.
They may need to change some of their initial plans, and you could
provide information to help them make the right decisions. Anyway,
Eva Baker's chapter is one place to start looking for ideas, and
there are-two extensive works by Sanders and Guzmingbamz? 3 that
review a whole set of techniques for conducting evaluation work like
this during the formative stages of product development. They talk
about expert reviews, logical analyses, literature reviews, compara-
tive analyses and surveys, and questionnaire data. You might also
take a look at Bob Stake's ® comprehensive article -on objectives and
judgment data. He discusses different kinds of judgment data, how -
to collect and use and report them. I think you’ll find those papers
useful later on in your evaluation, too - when you've got a product.

I have seen Stake's paper and was trying to use it to help me review
some of the developers' objectives, but they seem to have a lot
more objectives than I can find written down anywhere and what is
written just doesn't seem to get at the heart of what they're trying
to do.

I know. I had the same problem when I first started. Actually, I
found several different ways to get at implicit objectives like having
reviewers infer them from theory papers and so on. Of course
you've got to decide how important stated objectives are to the actual
development process so you don't spend too much or too little time
on them.

Well, I probably won't be doing much more than I have already.

I'm fflad to have it done..

It may really never actually be done. Mike Scrivens says that you
probably should re-evaluate the product goals several times over

the course of the development of the product to assess the project's
chances of achieving them' given the stage of their current activitiea '
each time. He suggests re-analyzing the goals to pomt out discrep-
ancies between the goals of different groups, between the project's
goals and its achievements, betwean the goals of the project and
the funding agency, and between the goals as spelled out in the -

' initial proposal and as later operationalized in the project.

vThat, scxu;nds like an awful lot of work,.

One eésy way 1 have found to do it is to make good use of Scriven's

-~ emphasis on’ eritical compat;tars - you know, the prcduc.ts a user ,
might buy instead of yours. Even befare. we - had a praduct I stafted
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looking for critical competitors. By keeping the developers aware of
what potential competitors might be, I was able to help them recog-
nize what otbers were. and Were not c:apabie of accamplishing That

hke there bemg some strong chance they might fall ta reach them,
Attending to potential competitors also helped me to review and
evaluate their product specifications more easily. I could then evalu-
ate their work with respect to what others were finding was feasible
to produce and saleable on the market, what implementation problems
similar packages were having, and so on. This also kept me better
aware of when new products come on the market and changed our
chances for success or when similar products were being buffeted

by political winds suggesting possible modifications in our own prod-
uct. It took some time, though.

I guess I can see why you were so busy during the first few months.
I haven't been doing much of this kind of work or even thinking about

it, Instead, I have started writing evaluation designs for testing the

product. I have reviewed Some of the evaluation models in the
Worthen and Sanders baoki and have decided we need a good decision
oriented design with as much experimental control as we can get.

That book does have a,prett:y coniplette assortment of evaluation
models, but I'd be reluctant to just review it and choose one,
especially at this early stage of the development of your product.

Why? - What's wrong with that?

‘Well, the éhéﬁje of your product, and mayber even the development

effort itself probably is still pretty undefined at this point. Bob
Stake 7 has cautioned against getting an early preconceived notion of
success and letting'a few objectives or some apparently relevant
instrumentation distract you from the things that most concern the

‘peogle involved in the process. He suggests what he calls resgonswe

of the praduc:t. Or perhaps maybe you should try some gaal free :
evaluation like Scriven? suggests where you take a look at pgssﬁ)le
product outcomes before knowing much about product goals and -

~ objectives. You might try that for a while before you get too

deeply involved in the project itsolf. You can't do it later because
you'll be too: involved with the developer's intents by that time. This

. way, if you do decide to have someone do a goal free evaluation on.
~ your project further down the line, you'll probably-be better able to

make good use of the work since you wiTl have been through the

’ same thmg yaurself Besmes ycu mxght get some unpredmtable

. ; VR
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and useful insights now that could really help the developers at a
time when they have the most latitude in their work.

That sounds OK, but I think éi;r funding agent is going to want hard
data and probably objectives-based evaluation with pretty conventional
experimentzal designs.

That may well be, but right now you probably have the most leeway
you're going to have and at this early stage you need to retain con-
siderable flexibility and monitor changes of direction both internal
and external to the project. Your assessment of what's needed may
be accurate pow, but if you get locked in too early, conditions could
change and you'd end up with an inappropriate, or at least unsatis-
fying, design for some people. = You should probably consider a goal
free or responsive or tra.ﬁsacti’anal' approach for: an early stage of-
evaluation since they allow you to retain considerable flexibility in
your work. If, in addition, you keep attuned to the changing politlcal ‘
winds, project intents, and contractual obligations, then you can allow'
yaur évalu?tion wnrk to mature with thé changing prog’ram tmd eval’ua=
narmwmg and defming of ycur evaluatmn wc:rls: and maybe y@u sh@uld,n't
wait too long to begin that since it does take some time, Perhaps

you will need an experimental design or objectives-based orientation,
but perhaps not. My point is that it is easier to adopt that from

some of these other orientations, such as goal free, responsive, or
transactional than it is to pull back from an objectives-based design

to a more open, less preordinant procedure.

That sounds like gcod advice, but I don't know if it would work for
me. -But what's transactional evaluation - I don't thmk I've ever .
heard of it, :

Well, one of the big pluses of goal free evaluation is that it allaws
you to get a look at a product without being ' 1ised by knowledge of

~ what intents developers had in mind in creating it.  On the other

hand, responsive evaluation can be employed when you are very
concerned sbout honoring different value perspectives and being -able

-to communicate evaluation activities and results to various dlvergent

audiences. Communication is probably one of its strong rsuitss
Transactional evaluation is directed not so much to assessmg the
instructional impact of the product as to evaluating the organizational
change resulting from innovation, It focuses more on organizational
dysfunctions that can occur as a result of innovation-induced threats
to role stability. Robert Rippey is prgbab y the best known pro-
ponent of transactional evaluation,*Ys ** You might use some of its
techniques when you are not only concerned about providing informa-

~_tion _on product improvement, but also need information about imple-
E ‘V‘menti,ng your product in the schools and the resistance or problems . .

,,’1A1_.,'}



Al:

Al:
VEve:
Al:

Eve:

Al:

Eve:

Al

Al:

Eve:

7

you are likely to have. It helps you to study the ‘dynamics of imple-
menting your product in the schools. Doesn't the product you work
on constitute a substantial intervention in the schools?

Yes, it's going to require the continual involvement of teachers and
administrators, as well as some community groups.

You might consider trying transactional evaluation techniques then, at
least for a while, You might be able to maintain some of them at
low cost even later on if you do decide to go to an objectives-hased
product centered approach. Biut I suppose you are already spending
a lot of your time in the field. :

No, not really. We won't be doing any testing for quite a while yet.

Well, I hope you don't wait too long like I did.

* Why, what do you mean?

rapport with the schaols Galmng entry inm a school system und
establishing a good testing environment can be an involved process,
and when I first started I knew very little about it,

help?

Sure, we'll need to spend some time later on talking about it, but
for now you might gtart by readmg some of the work by Clasen,

‘Miller, and Conry ~“ who studied attitudes of researchers and

administrators concerning gaining entry into school systems. They
list six different aspects of gaining access to schools which. you might
consider. You might also look at a paper by Manohan13 who sur-
veyed official policies for data collection and research in large city
school systems all over the U, S. He summarized the usual require-
ments for entry and the pmblems that frequently concern’ adm.mis—
trators, . . : S = S

Good, that should get me sta,rted

Oh, there is anather gogd paper by Hayman 14 that ]ust diseusses
some nf the basics of estabhshing good rapport in schoolsi

I probably have some extra time to work on this since we wan't be
needing to field test for some time.

You might consider going out tc the' schools long before that though
Have you read the CSE monggraph by Wells Hively?ls

12
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. time evaluating. ~ They are expécted’ ‘to" perhﬂps do some. adminis- .

- trative work or do da.ta a.u.alysls for. develapmznt or. disseminatmn

‘.. purposes even though it majf have no actual connection to their. .~

~ evaluation work. This is uﬂderstandabla - developers don't spaﬁdf P
- ‘all-their time: develapmg eﬂ:her ‘But an evaluator may appear to .

“have a lot: of free time on: ‘his hands- in’ early dévalapment stages e

sim:e ‘he has no prﬂduct to evaluate, ‘and his time may be drained o

be needed _This clarlflca 7
~ecan greatly fac;htate a smoath devehpment and. evaluatmn eifﬂrt

: ’.._He talks about gettmg feadback early frc:m pEQplE like teachers and
~ administrators-with respect. to:their ideas on the feasibility of putting; .
~ - products in the classrcoms, ' staffing problems," teaching problems, - =~
“and so on.  You can do.this; informally during the initial stages- of
. p:éduct develépment and give :some gaod feedback -to developers Qn

product specifications. - This: would augment the other reviews we = .
have already talked - abaut while establishmg gcmd rapport WIth the i
school ‘people at the: same time. Hively pomts out that this can help

" you later when the school staff can give you good. anecdatal informa— L
“"tion .on sideeffects and. product- impact which you can use as o
" partial -basis for develogmg ‘sensitive. instrumentation, They ea.ﬂ
‘also give you feedback on- bits’ ‘and pieces of the ‘product as it's
'being created - like: Lew;y16 suggests So you might get out iIl'EO
- the 'schools as soon as is prac.tical - 1t alsa belps you defitle the =
. ccmte:ﬁ: Df the evaluatmn. S ' :

‘You've used that tEI'm”évaluatmn c.c:ntext" before.f Wﬁat do 'yc;)u ,
,, meanb;;t? ' : o o o T

Well, there are at least two different sets of activities that begin to
‘set what I eall the "context of the evaluatmn" and I think they shauld
. be conducted before, or at least at the same time as, doing pre- -
- product evaluatmn Studles, settmg up field relations, and beginning .
‘-to choose evaluation paradigms to follow.. The first set of activities
- -involves begmnmg to- cla;'iiy some  of the: expectatlons for: the evalu-' B
" ‘ation work held by both internal and external groups to the project. .. .. =~ .

For example, -on many prOJects, evaluatnrs dnn‘t spend all. their "

away to:do tasks: extraﬂeaus to . his- work Without : some underﬁ

standmg w1thm the pra]ect then, as to hc:w ‘roles-are being defined
7 —and played an evaluatgr may find hlmself perhaps bemg held )
- ax::cc:untable for aspects af tha develoPment work over which he has

- no_control or.to which he was - only praviding collegial input. -Per-

- haps some of- the developers:are- dmng a great deal of field- rela!—- :
- -tions work a.nd would resent an evaluator's mtrusmn in this area. -

Some clarlfmatmn of- WhY ther evaluator needs to be in tha field may
n of expectations at an Early stage
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‘as a pla@nmg aid too. Some’ peeple have ‘suggested that you might"
" just lteep folders-on each" ef the iteme ineluded in the" eheel{uetl

) develepera, teaehere, ‘and field. pereelmel te eenﬂ ;yeu anytlﬂ.ng that -
- 'seems’ apprepnate_~ Thue when _you: need a qmek statement ef all .o
E 7}.¥1nfermatma to date on a partleular item yeu could pull from your o

- own work and the file to preduee a faet repert St eeuld l-:eep yau e

'ﬂeﬁble a:;cl eu;‘rent ' S T

j'(T}l;he:f 1.‘13:1 elariﬁrmg e:fpeetatmne hew else de yeu determme yeur '
: "evaluatmn eenteft'?" , : S

mtereet m&ladmg thelr entry and exit eharaetenetlee? Hew can I ;:’ B
B begm to. document. and deaenbe the envireameﬂt where the ir*etrue- SR
. tienal tramiug ie te take plaee‘?

C)uteide intereete euc::h as prefeeemeal greupe, apeeiﬁe elienta, er

the funding ageney may “also have certain expectations: about the - -
.nature .of the evaluation to be conducted. ' Sometimes_these expecta- .
tions are not clearly stated and have to be inferred. 17 _Other- timee S
there are specific criteria available that md:eate hew the evaluation
werk is geing to be aaeeeeed : : : : :

- You mean hke the erlteria fer metasevaluatmn in the PDK beak on .
'r"evaluatmn'?ls ' : S :

~ Yes, 1if they are partieularly relevant in yeur case, or at leaet there : SRR

‘are peeple whe tlmik; they are. It'a thcee kinde of thinge which help ,

nature and quaht_y ef yeur evaluatlen work They help yc‘u ehe.pe

'yeur werk te be eredlble, and, therefere, perhape mere uaeful

What abeut Serlven 8 Produet C‘heckhet?lg 7.

: Yee,j that's the kind of thmg I mean. . It has been ueed by federal

“funding agencies as a gene;al gulde fer evaluating the adequacy: of - _
~ product. evaluation werk - you can see its ‘influence in ‘recent check- . .
‘lists. These documents aet only help yeu ]udge what kmde ‘of evalus e

ation work will have- eeme impact outside the project, _but can’serve :

such as need side effects; eeete,' edueatmnal ai@iﬁeanee, effeetive—
ness, ease of 1mp1ementat1on, and S0 on; - and em‘:ourage people Iike L

‘ :'; It alaﬂ mlght help yeu ]uat ﬂ»ec}t ‘a lﬂt of lrrelevant, pagrquality » o
Ltﬁermatma. P e e DB e R I S M

: ,,That'e true, 1t neede te be done earefully and w1th some theught. ' ”

- Yeu can alae defme the eontext of yDur evaluatmn by addreeemg
-, 'some- ef the many ‘evaluation decisions you have to-make. - Deeiamnsa

do I determine the characteristics of the target groups of
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‘appropriate re;»arti,ng mechanisms for them? - How do I determine =

'Any txme, stop by agam when yau get a free minute

and mhzbitmg or facﬂltaﬁng canstraints on tha instruetmns shauld I

begin to look at? How do I begin to contact relevant audiences and

learn of theu' infcrmatmn needs, timelines far mfcrmatmn, and most

what criteria are likely to be relevant in Judging the worth of the "
praduc:t who' holds such criteria and hnw do I operatinnalize and -
measure along their valué dimensmns? ‘How do: I begin ide&atifying

“which- infr:rmatmn will be acceptable to. whn:h audiences? ‘As these

questions get more spemfm, of caurse, you frequently are ba::k to

the stage of working with develapers in- 1oaking at the pmduct
. specifications and intents. Sometimes you go by Icglcal analysis, .
- other times you use empirical trial and error... But, as you work o
through these questions and’ decisions, you begin to defme the- nature,. .
- constraints, and focus of the evaluatmn, that is,  you put- it in an" ,
~ evaluation context. This enables you to go on to develop management
-and budget plans, répartmg a,nd dataegatharing t;melmes and ta con- o

.mc;déls, and so on. Determming the cgnte;ft is probably the ha.rdest

part of the ]Ob and it usually needs to ‘be done before the product
gets too far developed, when you IIEVE to start tackling sampling, -
instrumentation, and data analysis problems. Also, if you have done -

a good job imtially, it's easier to detect when the context changes, as

Enuld easﬂy happen if you are anOlVEd in a. Iong p:m]ect-

Bay, I can’ sure see now how ymi emild keeg busy u.ntil the produet .

gets- ready to test! In fact, I'm sure now that I don't have- em:ugh
time left to do. everythmg tbat needs to be done -before begmumg to

‘test the product. - Thanks, Eve. - I think. I feel. Swamped now w1th
‘work. I almost wish I hadn't stopped by. ‘It 'was a lot easier Just

thinl-:mg that all I had to do was wait for- the prgduct.

- Prc)bahly the flISt thing you should do now is develap some pnarities. :
I don't know af any. evaluator ‘who x:ampleted -all this wark bef@re a-
?product eame alang - most of us are ]ust happy to get a good part o
- of it under contrnl : . : ’

I'd better take a- gaod lnak at how much tlma aﬂd money I can spend

on some of these tasks and start to. work on the most 1mpartant
ones right away. : S . :

Dnn‘t fctrget to'talk' to ycuf developers, project managers, funding

6

agent and even users about some of these tasks. Their input can be - -

'usaful 11.1 helpmg you set your prmrltles toc

:.. OK, thagks fm: all the help, Eve. B o




",7,11{, o
Péstséiipt' : |
o ‘Thus ,theré ‘appéér to bemany v‘pntentiva‘.llj prafitébl.eways ,fc-:r, an o
évaluétgi:‘v igsp_ég&h;stime évéﬁ before .hé, beginé,té diréc‘tlyvl assggs,‘tbg,;j — 
1 quality cf an instructional i:'fédiiét. Al‘thqﬁgh:prébaﬁlf na é{féglmatafévef._ o
- ‘has fﬁa :timé and résédi‘ées to do r'a;ll the thmgé menticahedabp&é; thsy kmay

be worth cansiclering,‘as' 'G_né begins to evaluate products whigh:are in thé ‘

initial stages of development.
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